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Abstract

Transformational leadership has long been associated with the capacity of senior executives to  

redefine organisational purpose, elevate innovation and sustain performance through periods of 

significant strategic change. This report critically examines the leadership style of Indra Nooyi 

during her tenure as Chief Executive Officer of PepsiCo from 2006 to 2018, applying Bass and 

Avolio's transformational leadership framework of idealized influence, inspirational motivation, 

intellectual  stimulation  and  individualized  consideration.  It  analyses  how  Nooyi's  strategic 

reorientation of  the  company around the  "Performance with  Purpose"  agenda contributed to 

PepsiCo's global expansion, its pivot toward health-conscious and better-for-you products, and its 

broader innovation and design capability. The report further evaluates the effect of her leadership 

on organisational culture, employee engagement and international business performance, drawing 

on secondary sources including academic case studies, company reports and financial data. While 

Nooyi's tenure is widely regarded as a successful example of purpose-driven transformational 

leadership in a global consumer goods context, the report also considers critical perspectives,  

including investor  pressure  from activist  shareholders  and debate  over  the  pace  of  portfolio 

reformulation, to provide a balanced assessment of her strategic legacy.
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1. Introduction

Leadership at the apex of a large, multinational organisation is rarely confined to the routine 

administration of existing strategy; it increasingly requires the capacity to reshape organisational 

identity,  redirect  resources toward emerging consumer and societal  expectations,  and sustain 

commercial performance while doing so. Indra Nooyi's twelve-year tenure as Chief Executive 

Officer of PepsiCo, from 2006 to 2018, is widely cited in the management literature as an example 

of  transformational  leadership  applied  at  scale  within  a  global  fast-moving consumer  goods 

enterprise. Nooyi assumed the chief executive role at a moment when changing consumer attitudes 

toward health and nutrition, heightened scrutiny of the sugar and salt content of packaged food and 

beverages,  and  growing  environmental  and  social  expectations  of  large  corporations  were 

beginning to reshape the competitive landscape facing PepsiCo and its industry peers.

This report examines Nooyi's leadership through the lens of transformational leadership theory, 

which distinguishes leaders who inspire followers toward a shared vision, challenge existing 

assumptions and attend to individual development from leaders who rely primarily on transactional 

exchange between effort and reward. The report's central concern is how Nooyi's transformational 

approach,  most  visibly  expressed  through her  "Performance  with  Purpose"  strategic  agenda, 

contributed to PepsiCo's expansion into international markets and its strategic reorientation toward 

healthier product offerings, and what effect this leadership approach had on organisational culture, 

innovation capability and business performance.

The report is organised as follows. Section 2 reviews the theoretical literature on transformational 

leadership, strategic leadership in global business contexts, and the health and wellness trends that 

shaped the competitive environment PepsiCo faced during Nooyi's tenure. Section 3 outlines the 
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methodology used to conduct this case-based analysis. Section 4 presents findings on Nooyi's 

leadership profile, structured around the four dimensions of transformational leadership, and on the 

Performance  with  Purpose  strategy  itself.  Section  5  discusses  the  impact  of  this  leadership 

approach on organisational culture, innovation, international expansion and business performance, 

before considering critical perspectives on her tenure. Section 6 concludes the report.
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2. Literature Review

This section reviews the theoretical foundations of transformational leadership, situates strategic 

leadership within the context of global business expansion, and outlines the health and wellness 

trends that formed the strategic backdrop to Nooyi's tenure at PepsiCo.

2.1 Transformational Leadership Theory

Transformational leadership theory, developed initially by Burns and subsequently formalised into 

a widely used measurement framework by Bass and Avolio, distinguishes leaders who engage 

followers through an exchange of rewards for compliance, described as transactional leadership, 

from leaders  who  inspire  followers  to  transcend  narrow self-interest  in  pursuit  of  a  shared 

organisational vision. Bass and Avolio's model identifies four interrelated dimensions, commonly 

described as the four I's. Idealized influence refers to a leader acting as a role model whose values 

and conduct earn the trust and admiration of followers. Inspirational motivation refers to the 

articulation of a compelling vision that gives followers'  work meaning beyond its immediate 

transactional content. Intellectual stimulation refers to a leader's encouragement of followers to 

question existing assumptions,  seek novel  solutions and engage in  creative problem-solving. 

Individualized consideration refers to attentiveness to the specific developmental needs, concerns 

and aspirations of individual followers rather than treating the workforce as a homogeneous group.

Empirical  research across  multiple  industries  has  associated transformational  leadership with 

higher levels of employee engagement, organisational commitment and innovative behaviour, and 

with superior organisational performance during periods of significant strategic change. Critics of 

the  framework  note  that  its  dimensions  can  be  difficult  to  disentangle  empirically  and  that 

transformational  leadership  is  not,  on  its  own,  sufficient  for  organisational  success;  it  must 
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typically  be  combined  with  sound  strategic  judgement,  adequate  resourcing  and  supportive 

governance structures. Nonetheless, the framework remains one of the most widely applied lenses 

through which chief executive leadership is analysed in the strategic management literature, and it 

provides the structuring framework used in the findings and discussion sections of this report.

2.2 Strategic Leadership in Global Business Expansion

Strategic leadership literature examines how senior executives shape an organisation's direction, 

resource  allocation  and  competitive  positioning,  particularly  during  expansion  into  new 

international markets. Global expansion introduces additional layers of complexity beyond those 

found in single-market strategy, including the need to adapt products and marketing to local 

consumer  preferences,  navigate  differing  regulatory  environments,  and  build  organisational 

capability across geographically dispersed operations. Scholars of international strategy argue that 

chief executives leading global expansion must balance the benefits of global standardisation, 

which supports efficiency and brand consistency, against the need for local responsiveness, an 

approach frequently described using Bartlett  and Ghoshal's  transnational strategy framework. 

Effective strategic leadership in this context requires not only the formulation of an expansion 

strategy but also the cultural and communicative capacity to align a geographically and culturally 

diverse  workforce  behind  that  strategy,  a  capacity  closely  associated  with  the  inspirational 

motivation and idealized influence dimensions of transformational leadership discussed above.

2.3 Health and Wellness Trends in the Global Food and Beverage Industry

The global food and beverage industry experienced a pronounced shift in consumer preference 

toward health and wellness, driven by rising public concern over obesity, diabetes and related non-

communicable diseases, together with increasing regulatory attention to sugar, salt and fat content 
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in packaged food and beverages. Public health bodies in multiple jurisdictions introduced sugar 

taxes, mandatory nutritional labelling and advertising restrictions targeted at children, placing 

pressure on large packaged food and beverage companies to reformulate products and diversify 

their portfolios toward healthier alternatives. This shifting environment created strategic risk for 

companies whose core revenue depended heavily on carbonated soft drinks and salty snacks, while 

simultaneously creating an opportunity for companies able to reposition their portfolios credibly 

toward nutrition, hydration and better-for-you categories. This is the strategic context within which 

Nooyi's Performance with Purpose agenda, examined in detail in Sections 4 and 5, was formulated 

and executed.

2.4 Organizational Culture and Change Leadership

The  literature  on  organisational  change  leadership  emphasises  that  large-scale  strategic 

reorientation, of the kind required to shift a global packaged food and beverage company toward a 

health-oriented portfolio, depends heavily on the alignment of organisational culture with the new 

strategic direction. Kotter's influential model of organisational change identifies the establishment 

of a guiding vision and the empowerment of employees to act on that vision as central to successful 

transformation, themes that correspond closely to the inspirational motivation and intellectual 

stimulation  dimensions  of  transformational  leadership  discussed  above.  Schein's  work  on 

organisational culture further argues that chief executives shape culture not primarily through 

formal policy statements but through what they consistently pay attention to, measure, reward and 

personally model, a perspective that is directly relevant to the analysis of Nooyi's leadership 

conduct presented in Section 4. Where a chief executive's visible priorities, communication and 

personal conduct are consistent with a stated strategic vision over a sustained period, the change 

literature suggests that employees are more likely to internalise that vision as a genuine cultural  
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shift rather than a transient corporate initiative, a dynamic explored further in Section 5.1 in 

relation to PepsiCo's culture during Nooyi's tenure.
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3. Methodology

This report adopts a qualitative, single-case study methodology, drawing on secondary sources 

including published academic case studies of PepsiCo's strategy and leadership during Nooyi's 

tenure, PepsiCo's own corporate and sustainability reporting, business press coverage, and publicly 

available financial data. This approach is appropriate for the report's aim, which is to critically 

evaluate an established leadership theory against a well documented instance of executive practice 

rather than to generate new primary data through interviews or surveys.

A single-case design was selected because Nooyi's tenure at PepsiCo is unusually well documented 

in the academic and business literature, including a widely used Harvard Business School case 

study,  extensive  media  coverage  of  the  Performance  with  Purpose  strategy,  and  detailed 

shareholder and financial  reporting spanning the full  period of her tenure,  allowing the four 

dimensions of transformational leadership to be examined against a rich evidentiary base. The 

analysis in Sections 4 and 5 uses the four transformational leadership dimensions identified by 

Bass and Avolio as an analytical structure, coding evidence from secondary sources against each 

dimension before considering the combined effect of these leadership behaviours on organisational 

culture, innovation, international expansion and financial performance.

Limitations  of  this  methodology  include  its  reliance  on  secondary  and  largely  retrospective 

sources, several of which, including PepsiCo's own corporate communications, may present a 

favourable interpretation of the company's strategy and leadership. Financial performance is also 

influenced by numerous factors beyond chief executive leadership, including macroeconomic 

conditions, currency movements and competitive dynamics, which limits the extent to which any 

single leadership style can be said to have caused a particular financial outcome. The report  
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addresses  this  limitation  by  incorporating  critical  perspectives,  including  activist  investor 

commentary, in Section 5.5.
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4. Findings

This section presents findings on Indra Nooyi's leadership profile during her tenure as PepsiCo's 

chief executive,  structured around the four dimensions of transformational leadership,  before 

examining the Performance with Purpose strategy that gave concrete strategic expression to that 

leadership approach.

4.1 Leadership Profile and Tenure at PepsiCo

Indra Nooyi joined PepsiCo in 1994 and served in a series of senior strategy and finance roles, 

including Chief Financial Officer, before being appointed Chief Executive Officer in October 

2006, a position she held until 2018, later also serving as Chairperson. Prior to becoming chief  

executive, Nooyi played a central role in shaping PepsiCo's portfolio strategy, including the 1998 

acquisition of Tropicana and the 2001 acquisition of Quaker Oats, both of which extended the 

company beyond its historical core of carbonated soft drinks and salty snacks. This background 

positioned her, on becoming chief executive, with both intimate knowledge of the organisation's 

operations and a demonstrated inclination toward portfolio diversification, a combination that 

would shape the strategic agenda she subsequently pursued as chief executive.

Nooyi assumed the chief executive role at a period of significant external challenge for PepsiCo 

and the broader packaged food and beverage sector, including intensifying public health criticism 

of sugary beverages and salty snacks, early signs of the regulatory pressure discussed in Section 

2.3, and a global financial crisis that began within two years of her appointment and placed 

considerable strain on consumer spending across PepsiCo's core markets. As the first woman, first 

person of colour and first immigrant to lead PepsiCo, she also occupied a highly visible position 
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within the wider discourse on corporate leadership diversity, a visibility that arguably amplified 

both the influence and the scrutiny attached to her strategic decisions throughout her tenure.

4.2 Idealized Influence

Idealized influence, the dimension of transformational leadership concerned with a leader acting as 

a values-driven role model, is widely evident in accounts of Nooyi's tenure. She was frequently 

described as personally embodying the values she sought to instil in the organisation, including a 

stated  commitment  to  long-term  societal  benefit  alongside  shareholder  return.  Her  well 

documented practice of writing personal letters to the parents of PepsiCo's senior executives, 

thanking them for the role they had played in raising leaders for the company, is frequently cited in 

the literature as an example of values-based, relationship-oriented leadership intended to model the 

kind of personal, human-centred conduct she sought to encourage throughout the organisation. 

This behaviour, while unconventional for a chief executive of a Fortune 500 company, is consistent 

with the idealized influence dimension insofar as it demonstrates a leader visibly enacting the 

values, in this case respect for family and personal relationships, that she associated with the 

culture she wished to build.

4.3 Inspirational Motivation

Inspirational motivation is most clearly expressed in Nooyi's articulation of the Performance with 

Purpose  vision,  which  reframed  PepsiCo's  strategic  objective  from  the  pursuit  of  financial 

performance alone to the simultaneous pursuit of financial performance and positive societal and 

environmental  impact.  This  vision was  communicated consistently  across  PepsiCo's  investor 

relations materials, sustainability reporting and internal communications throughout her tenure, 

providing employees across a large, geographically dispersed workforce with a coherent narrative 
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connecting day-to-day commercial  activity  to  a  broader  sense  of  organisational  purpose.  By 

framing healthier products, reduced environmental footprint and expanded opportunity for women 

and other underrepresented groups within the workforce as integral to, rather than in tension with, 

PepsiCo's  commercial  strategy,  Nooyi  sought  to  give  employees  a  motivating  rationale  for 

organisational change that extended beyond compliance with a new corporate directive.

4.4 Intellectual Stimulation

Nooyi's  tenure  is  associated  with  a  deliberate  effort  to  stimulate  innovation  and  challenge 

established assumptions about how a packaged food and beverage company should be organised. 

A notable example is her 2012 decision to create the role of Chief Design Officer, the first such 

position at a company of PepsiCo's scale, and to recruit an external design leader to establish an in-

house design studio intended to embed design thinking into product development, packaging and 

brand strategy rather than treating design as a peripheral marketing function. This initiative reflects 

the intellectual stimulation dimension of transformational leadership insofar as it required the 

organisation to question an established operating model, in which design had historically been 

outsourced or treated as subordinate to engineering and marketing functions,  and to adopt a 

materially different approach to how new products and brand experiences were conceived.

4.5 Individualized Consideration

Individualized consideration is  evident in Nooyi's  public and internal emphasis on employee 

wellbeing and career development, including her frequently cited advocacy for policies supporting 

working parents and her broader engagement with questions of work-life integration, informed in 

part by her own experience balancing an intensive executive career with family responsibilities. 

She was also associated with efforts to expand leadership opportunities for women within PepsiCo 
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and across the wider industry, positioning individual development, rather than uniform, one-size-

fits-all  human  resource  policy,  as  a  component  of  the  company's  strategic  agenda.  While 

individualized consideration is, by its nature, the transformational leadership dimension most 

difficult to evidence systematically at the scale of an organisation employing several hundred 

thousand people worldwide, the consistency with which this theme appears across independent 

accounts of her tenure supports its inclusion as a characteristic feature of her leadership approach.

4.6 Performance with Purpose: Strategic Reorientation

Performance with Purpose, launched shortly after Nooyi became chief executive and refined over 

the  course  of  her  tenure,  articulated  three  interconnected  commitments:  to  deliver  sustained 

financial performance, to improve the nutritional profile of PepsiCo's product portfolio, described 

internally through a three-tier classification of "fun for you," "better for you" and "good for you" 

products, and to reduce the company's environmental footprint while investing in the communities 

in  which  it  operated.  This  strategy  translated  the  vision  articulated  through  inspirational 

motivation, and the innovation orientation associated with intellectual stimulation, into a concrete 

strategic and operational programme, including targeted reformulation of existing products to 

reduce sugar, salt and saturated fat, expansion of the "better for you" and "good for you" portfolio 

through both innovation and acquisition, and formal sustainability targets covering water use, 

packaging and agricultural  sourcing.  The strategy provided the organising framework within 

which PepsiCo's global expansion and portfolio diversification,  examined in Section 5,  were 

pursued throughout Nooyi's tenure.
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5. Discussion

This  section  discusses  the  impact  of  Nooyi's  transformational  leadership  approach  and  the 

Performance with Purpose strategy on PepsiCo's organisational culture, innovation capability, 

international expansion and business performance, before considering critical perspectives on her 

tenure.

5.1 Impact on Organizational Culture

Accounts of PepsiCo's internal culture during Nooyi's tenure consistently describe a shift toward 

greater  emphasis  on  purpose,  sustainability  and  employee  wellbeing  as  legitimate  strategic 

priorities rather than peripheral corporate social responsibility activities. This cultural shift is 

consistent with the combined effect of idealized influence and inspirational motivation discussed 

in Section 4, insofar as a leader who is perceived to personally embody a set of values, and who 

articulates those values as central to organisational strategy, is more likely to shift the informal  

norms and expectations that constitute organisational culture than a leader relying primarily on 

formal policy directives. Independent commentary on PepsiCo's culture during this period also 

notes increased emphasis on diversity and inclusion, particularly the advancement of women into 

senior leadership roles, a theme consistent with the individualized consideration dimension of 

Nooyi's leadership.

5.2 Impact on Innovation and Product Portfolio

The establishment of an in-house design capability, discussed in Section 4.4, is credited with 

contributing to a broader shift in PepsiCo's approach to innovation, moving from an emphasis on 

incremental line extensions of established brands toward more deliberate development of new 
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formats, packaging and better-for-you products informed by direct engagement with consumer 

needs. The "better for you" and "good for you" portfolio expanded substantially over the course of 

Nooyi's tenure, both through internal reformulation of existing products and through acquisition of 

brands already positioned in health-oriented categories, reducing PepsiCo's historical dependence 

on full-sugar carbonated beverages and traditional salty snacks as a share of overall revenue. This 

portfolio shift illustrates how the intellectual stimulation and inspirational motivation dimensions 

of  transformational  leadership  translated  into  observable  changes  in  product  strategy  and 

innovation practice, rather than remaining confined to rhetorical commitment.

5.3 Impact on Global Expansion and International Markets

PepsiCo's international revenue grew substantially during Nooyi's tenure, with particular emphasis 

on expansion into emerging markets in Latin America, Asia and Africa, where rising middle-class 

incomes presented significant growth opportunity for both snack and beverage categories. The 

Performance with Purpose framework supported this expansion by providing a globally consistent 

strategic narrative,  emphasising nutrition,  affordability and local  community investment,  that 

could be adapted to the specific regulatory and cultural context of individual markets without 

requiring a wholly bespoke strategic rationale for each region, consistent with the transnational 

strategy balance between global consistency and local responsiveness discussed in Section 2.2. 

Local reformulation of products to reflect regional taste preferences and nutritional priorities, 

combined with globally consistent sustainability and nutrition commitments, allowed PepsiCo to 

pursue international growth while maintaining a coherent global brand and strategic identity under 

Nooyi's leadership.
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In markets such as India, where Nooyi's own upbringing gave her particular cultural familiarity,  

PepsiCo invested  in  regionally  tailored  snack  formulations,  local  sourcing  partnerships  with 

smallholder farmers, and water conservation programmes responsive to local resource constraints, 

illustrating  how  the  global  Performance  with  Purpose  commitments  were  operationalised 

differently across markets. In Latin America and parts of Asia, PepsiCo expanded its beverage 

portfolio  to  include lower-sugar  and locally  relevant  flavour  variants,  while  in  more mature 

markets  such  as  North  America  and  Western  Europe  the  emphasis  fell  more  heavily  on 

reformulation of existing brands and expansion of the "good for you" category, including nuts, 

oatmeal and juice-based products. This differentiated regional execution of a common global 

strategic narrative is consistent with the strategic leadership literature reviewed in Section 2.2, 

which emphasises that  successful  global  expansion depends on a leader's  capacity to hold a 

consistent overarching vision while permitting substantial adaptation at the level of individual 

markets.

5.4 Impact on Business Performance

PepsiCo's net revenue grew substantially over the course of Nooyi's twelve-year tenure, and the 

company  maintained  consistent  profitability  and  dividend  growth  throughout  a  period  that 

included the 2008 global  financial  crisis  and significant  volatility in commodity input  costs. 

Supporters of her leadership point to this sustained financial performance, achieved concurrently 

with substantial portfolio reformulation and expanded international presence, as evidence that 

transformational, purpose-driven leadership need not come at the expense of shareholder value, 

and may in fact support it by positioning the company advantageously against long-term shifts in 

consumer preference and regulatory pressure that continued to affect less-adapted competitors 

after her departure. Critics, addressed further in Section 5.5, note that PepsiCo's stock performance 
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lagged that of its principal beverage competitor for parts of her tenure, a point frequently raised by 

activist investors pressing for faster or more radical strategic change.

PepsiCo  also  maintained  uninterrupted  dividend  payments  and  delivered  consistent  annual 

increases to its dividend throughout Nooyi's tenure, a pattern often cited by the company and its  

supporters  as  evidence that  its  purpose-driven strategy remained firmly compatible  with  the 

disciplined capital  allocation expected by long-term institutional  shareholders.  Segment-level 

performance data reported over the period indicates that PepsiCo's snack division, led by the Frito-

Lay brand portfolio, remained a particularly resilient source of profit growth even as the beverage 

division faced more acute category headwinds from declining carbonated soft drink consumption 

in developed markets, a divergence that shaped subsequent internal debate about the optimal 

balance of investment between the company's snack and beverage businesses.

5.5 Critical Perspectives and Limitations

Nooyi's tenure was not without significant challenge and criticism. In 2013 and subsequent years, 

activist investor Nelson Peltz's firm Trian Partners took a position in PepsiCo and publicly argued 

that the company should be split into separate beverage and snack businesses, contending that the 

conglomerate  structure  was  suppressing shareholder  value  and that  resources  devoted to  the 

Performance  with  Purpose  agenda  were  diverting  management  attention  from  operational 

performance. Nooyi and PepsiCo's board resisted this pressure, maintaining that the integrated 

portfolio generated synergies in distribution, procurement and innovation that outweighed the 

potential  benefits  of  separation,  a  position that  was ultimately sustained,  though the episode 

illustrates that transformational, purpose-oriented leadership can generate friction with investors 

focused on near-term financial metrics. Additional critical commentary has questioned whether the 

20



pace of reformulation across PepsiCo's core snack and full-sugar beverage portfolio was sufficient 

relative  to  the  scale  of  public  health  concern  regarding  sugar  and  ultra-processed  food 

consumption,  suggesting  that  Performance  with  Purpose,  while  directionally  significant, 

represented an incremental rather than a wholesale transformation of PepsiCo's core revenue base. 

These  critical  perspectives  do  not,  on  balance,  undermine  the  broader  finding  that  Nooyi's 

leadership exhibited the four dimensions of transformational leadership in a manner that materially 

shaped PepsiCo's strategy and culture, but they do support a more measured assessment of the scale 

and pace of the transformation actually achieved.

5.6 Legacy and Succession

When Nooyi stepped down as chief executive in 2018, she was succeeded by Ramon Laguarta, a 

long-serving  PepsiCo  executive  whose  appointment  was  widely  interpreted  as  a  signal  of 

continuity  rather  than  strategic  rupture,  with  the  Performance  with  Purpose  framework 

subsequently evolving into an updated agenda under the successor leadership rather than being 

abandoned. This continuity is itself informative from a transformational leadership perspective, 

since  one  of  the  recognised  tests  of  whether  a  transformational  agenda  has  been  genuinely 

embedded within organisational culture, as opposed to remaining dependent on a single leader's  

personal authority, is whether it persists and continues to evolve after that leader's departure. The  

retention and subsequent extension of the core strategic architecture Nooyi established suggests 

that her transformational leadership succeeded in institutionalising the underlying vision within 

PepsiCo's strategic and cultural fabric, rather than the vision being tied narrowly to her individual 

tenure, reinforcing the broader conclusion offered in Section 6 regarding the durability of her 

strategic legacy.
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6. Conclusion

This report has examined Indra Nooyi's leadership of PepsiCo between 2006 and 2018 through the 

lens  of  transformational  leadership  theory,  evaluating  how idealized  influence,  inspirational 

motivation, intellectual stimulation and individualized consideration were expressed through her 

conduct and strategic decisions, and how these leadership behaviours were translated into the 

concrete strategic programme represented by Performance with Purpose.

The analysis indicates that Nooyi's transformational leadership approach contributed materially to 

PepsiCo's expansion into international markets, its diversification toward health-conscious and 

better-for-you  products,  and  the  development  of  a  more  deliberate,  design-led  approach  to 

innovation, while also supporting a cultural shift toward greater emphasis on employee wellbeing, 

diversity  and  organisational  purpose.  Sustained  international  revenue  growth  and  continued 

profitability  throughout  her  tenure  suggest  that  this  purpose-driven strategic  agenda was,  on 

balance, compatible with strong business performance, although activist investor pressure and 

ongoing debate over the pace of portfolio reformulation indicate that her approach was not without 

significant strategic tension and legitimate critique.

Considered as a whole, Nooyi's tenure offers a substantive, well documented illustration of how 

transformational leadership theory can be applied to understand strategic change at the scale of a 

global consumer goods enterprise, while also demonstrating that even a widely admired instance of 

purpose-driven leadership must continually negotiate the tension between long-term strategic 

reorientation and the shorter-term performance expectations of financial markets.
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Appendices

Appendix A: Timeline of Key Milestones During Nooyi’s Tenure

The table below summarises key milestones referenced in Sections 4 and 5, tracing Nooyi’s tenure 

from her appointment as chief executive to the succession that followed her departure.

Year Milestone

1994 Indra Nooyi joins PepsiCo in a senior corporate strategy role.

1998 PepsiCo acquires Tropicana, extending the portfolio into juice.

2001 PepsiCo acquires Quaker Oats, adding oatmeal and Gatorade brands.

2006 Nooyi is appointed Chief Executive Officer of PepsiCo.

2007 Performance with Purpose strategic agenda formally articulated.

2008 PepsiCo navigates the global financial crisis while sustaining the Performance with 

Purpose agenda.

2012 PepsiCo creates the role of Chief Design Officer to embed design thinking.

2013 Trian Partners takes a stake in PepsiCo and proposes splitting the company.

2018 Nooyi steps down as CEO; Ramon Laguarta becomes her successor.

Appendix B: PepsiCo Portfolio Classification Under Performance with Purpose

The table below illustrates the three-tier product classification described in Section 4.6, used 

internally to track PepsiCo’s portfolio shift toward healthier products.

Tier Description Illustrative Products

Fun for you Indulgent snacks and full-sugar beverages 

retained as core, enjoyment-oriented products.

Full-sugar colas; traditional potato 

and corn chips

Better for you Reformulated or portion-adjusted variants with 

reduced sugar, salt or fat.

Diet and reduced-sugar beverages; 

baked snack variants

Good for you Products positioned around nutrition, 

hydration and wellness.

Oatmeal; juices; water; nuts and 

grain-based snacks
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